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Abstract. Secretary of Homeland Security Michael Chertoff, on July 13, 2005, announced a six-point agenda 
for the Department of Homeland Security (DHS) designed to ensure that its policies, operations, and structures 
are best aligned to address potential threats to the nation, both today and in the immediate future. This 
agenda resulted from what he called a Second Stage Review, or 2SR, which had been launched in early March, 
just after he assumed office, and had been conducted over the next three months. It involved, he said, ”a 
systematic evaluation of the Department’s operations, policies and structures.” Indeed, as Secretary Chertoff 
explained, 2SR involved the evaluation of a variety of operational and policy issues, and among those was 
’’the DHS organizational structure, to make sure that our organization is best aligned to support our mission.” 
However, no report on the 2SR process and proposed reforms was issued. This report focuses primarily on the 
conclusions and proposals resulting from 2SR pertaining to organization and managerial lines of authority matters. 
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Department of Homeland Security Reorganization: 

The 2SR Initiative 



Summary 

The Department of Homeland Security (DHS) was mandated by the Homeland 
Security Act of 2002. The creation of DHS resulted in a reorganization of the 
executive branch on a scale not experienced since the establishment of the 
Department of Defense (DOD) half a century ago. Originally denominated the 
National Military Establishment at birth in 1947, DOD was given its current name 
and underwent the first of what would be a series of structural modifications through 
statutory amendments in 1949. A similarly complex organization, DHS was the 
product of legislative compromises, and it was anticipated that congressional 
overseers, as well as department officials, would monitor the management and 
operations of DHS with a view to adjusting its structure as conditions warranted. In 
this regard, Section 872 of the Homeland Security Act authorizes the Secretary of 
Homeland Security to reorganize functions and organizational units within DHS, 
subject to specified limits. In late January 2003, as components of DHS were being 
transferred to the department’s operational control, President George W. Bush 
modified his original reorganization plan for DHS to reconfigure the functions of 
certain border security agencies into two new components — the Bureau of Customs 
and Border Protection and the Bureau of Immigration and Customs Enforcement — 
within the department’s Border and Transportation Security Directorate. 

In one of his first actions as Secretary of Homeland Security Tom Ridge’s 
successor, Michael Chertoff, on March 2, 2005, the day before he was sworn in as 
Secretary, announced in testimony before the House Appropriations Subcommittee 
on Homeland Security that he was “initiating a comprehensive review of the 
Department’s organization, operations, and policies.” This effort, he said, would 
begin “within days.” The results of that undertaking, which came to be known as the 
Second Stage Review or 2SR, were made public in mid-July. As Secretary Chertoff 
explained, 2SR involved the evaluation of a variety of operational and policy issues, 
and among those was “the DHS organizational structure, to make sure that our 
organization is best aligned to support our mission.” However, no report on the 2SR 
process and reforms was issued. This report focuses primarily on the conclusions 
and proposals resulting from 2SR pertaining to organization and managerial lines of 
authority matters (H.R. 4009; S. 1866). Initial issues concerned the means for 
realizing the proposed 2SR reorganization; the efficiencies and effectiveness that 
would result with the proposed flatter, but more sprawling, restructuring; and how 
new leadership positions would be established, filled, compensated, and situated in 
the DHS hierarchy. Some aspects of these issues lingered for a while after the 
implementation of the 2SR plan on October 1, 2005. Approximately one year later, 
however, it appeared that Secretary Chertoff, exercising his reorganization authority, 
had largely realized his planned 2SR restructuring, although some legislative changes 
in this regard awaited finalization. This report will be updated as events warrant. 
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Department of Homeland Security 
Reorganization: The 2SR Initiative 



Secretary of Homeland Security Michael Chertoff, on July 13, 2005, announced 
a six-point agenda for the Department of Homeland Security (DHS) designed to 
ensure that its policies, operations, and structures are best aligned to address potential 
threats to the nation, both today and in the immediate future. 1 This agenda resulted 
from what he called a Second Stage Review, or 2SR, which had been launched in 
early March, just after he assumed office, and had been conducted over the next three 
months. It involved, he said, “a systematic evaluation of the Department’s 
operations, policies and structures.” Indeed, as Secretary Chertoff explained, 2SR 
involved the evaluation of a variety of operational and policy issues, and among those 
was “the DHS organizational structure, to make sure that our organization is best 
aligned to support our mission.” However, no report on the 2SR process and 
proposed reforms was issued. This report focuses primarily on the conclusions and 
proposals resulting from 2SR pertaining to organization and managerial lines of 
authority matters. 



Background 

DHS was mandated by the Homeland Security Act of 2002. 2 The creation of 
DHS resulted in a reorganization of the executive branch on a scale not experienced 
since the establishment of the Department of Defense (DOD) half a century earlier. 3 
Originally denominated the National Military Establishment at birth in 1947, DOD 
was given its current name and underwent the first of what would be a series of 
structural modifications through statutory amendments in 1949. 4 A similarly 
complex organization, DHS was the product of legislative compromises, and it was 
anticipated that congressional overseers, as well as department officials, would 



1 U.S. Department of Homeland Security, “Secretary Michael Chertoff, U.S. Department of 

Homeland Security Second Stage Review Remarks,” Ronald Reagan Building, Washington, 
DC (July 13, 2005), pp. 1-2, available at [http://www.dhs.gov/dhspublic/ 

display?theme=44&content=4597&print=true] . 

2 1 16 Stat. 2135; 6 U.S.C. § 101 et seq.; see Harold C. Relyea, “Organizing for Homeland 
Security,” Presidential Studies Quarterly, vol. 33, Sept. 2003, pp. 602-624. 

3 See 61 Stat. 495 at 499. 

4 63 Stat. 578. For an account of the creation of DOD and its early organizational 
refinement, see Paul Y. Hammond, Organizing for Defense: the American Military 
Establishment in the Twentieth Century (Princeton, NJ: Princeton University Press, 1961); 
Alice C. Cole, et al., The Department of Defense: Documents on Establishment and 
Organization, 1944-1978 (Washington: GPO, 1978). 
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monitor the management and operations of DHS with a view to adjusting its structure 
as conditions warranted. In this regard, Section 872 of the Homeland Security Act 
authorizes the Secretary of Homeland Security to reorganize functions and 
organizational units within DHS, subject to specified limits. 5 Secretary Chertoff 
made use of this authority to implement some of his 2SR plans. For a period of 12 
months after the effective date of the Homeland Security Act, Section 1502 vested 
the President with temporary authority to prescribe a reorganization plan for DHS, 
and subsequent modifications of that plan. In late January 2003, as components of 
DHS were being transferred to the department’s operational control, President 
George W. Bush modified his original reorganization plan for DHS to reconfigure 
the functions of certain border security agencies into two new components — the 
Bureau of Customs and Border Protection and the Bureau of Immigration and 
Customs Enforcement — within the department’ s Border and Transportation Security 
Directorate (BTS). 6 

When it began operations, DHS was largely organized like a hand — the palm 
being the office of the Secretary/Deputy Secretary with the thumb and fingers being 
individual directorates for (1) management, (2) science and technology, (3) 
information analysis and infrastructure protection, (4) border and transportation 
security, and (5) emergency preparedness and response. In addition, however, 
approximately two dozen other units within the department, but not located within 
one of the directorates, reported directly to the Secretary. These included program 
entities, such as the United States Coast Guard and United States Secret Service, and 
units within the office of the Secretary, such as the Office of International Affairs and 
Office of State and Local Government Coordination, as well as some Assistant 
Secretaries. At the time of its creation, DHS had about 170,000 employees, only 
18,000 of whom worked in the Washington, DC, area, indicating that the new 
department had a considerable field organization. 

In one of his first actions as Secretary of Homeland Security Tom Ridge’s 
successor, Michael Chertoff, on March 2, 2005, the day before he was sworn in as 
Secretary, announced in testimony before the House Appropriations Subcommittee 
on Homeland Security that he was “initiating a comprehensive review of the 
Department’s organization, operations, and policies.” This effort, he said, would 
begin “within days.” 7 



5 1 16 Stat. 2243; 6 U.S.C. § 452. 

6 See Weekly Compilation of Presidential Documents, vol. 39, Feb. 3, 2003, p. 136; U.S. 

Department of Homeland Security, “Border Reorganization Remarks by Secretary Ridge,” 
Port of Miami, Miami, FL (Jan. 30, 2003), available at [http://www.dhs.gov/ 
dhspublic/display?theme=44&content=419&print=true]; U.S. Department of Homeland 
Security, “DHS Announces Border Security Reorganization,” Washington, DC (undated), 
available at [http://www.dhs. gov/dhspublic/display?theme=44&content=422&print=true] ; 
U.S. Department of Homeland Security,” Border Reorganization Fact Sheet,” Washington, 
DC (Jan. 30, 2003), available at [http://www.dhs.gov/dhspublic/ 

display?theme=43&content=4236&print=true], 

7 U.S. Department of Homeland Security, “Statement by Secretary of Homeland Security 
Michael Chertoff before the House Appropriations Homeland Security Subcommittee,” 
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